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EDITORIAL DEPARTMENT NOTE 


The two articles in this issue of the Bulletin are in line with the 
policy established last r of bringing to N.A.C.A. members up-to- 
date information and help in the problems connected with the war 
emergency. Our first article ides a non-technical but accurate 
description of the Controlled Materials Plan, which will become so 
important to industry in the months immediately ahead. The au- 
thor of this article, Henry C, Chapman, received his B.S. degree 
from Hobart College, Geneva, N. Y., in 1926. The next eleven years 
were spent with several metal ay eaten | ——— in the selling 
field. Since 1937, Mr. Chapman has served the Stolper Steel Prod- 
ucts Corp. of Milwaukee as Sales Manager, and since the beginning 
3 priorities has been handling material requirements problems for 

is company. 

Our second article describes a manual method of payroll accounting 
with several distinctive features which are of considerable interest in 
these days of office equipment shortage. Frank D. Burk, the au- 
thor of this article, is Auditor of the Baker-Lockwood Mfg. Co., Inc., 
of North Kansas City, Mo. Educated at St. Edwards College in 
Austin, Texas, and at the University of Illinois, Mr. Burk did his 
first cost accounting with a subsidiary of the American Can Co. 


During World War I he was in charge of inventory control for the 
Curtiss Airplane Co. in Buffalo and served in the Cost Inspector’s 
Office of the Navy. Following the war and prior to his association 
with his present company, Mr. Burk gained a diversified accounting 
experience in both public and private practice. 


Articles published in the Bulletin present many different viewpoints. 
In publishing them the Association is not sponsoring the view ex- 
pressed, but is endeavoring to provide for its members material which 
will be helpful and stimulating. Constructive comments are wel- 
comed and will be published in the Forum Section of the Bulletin. 
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THE CONTROLLED MATERIALS PLAN 


By Henry C. Chapman, Sales Manager, 
Stolper Steel Products Corp., Milwaukee, Wis. 


OU AND [I are fighting a global war. No, we aren’t fighting 
in Africa, New Guinea, or the Solomons, but our sons, fathers, 
and brothers are. It’s up to us to see that they get all the types 
of flying, floating, and shooting equipment they need—when they 
need it. That’s the why of the Controlled Materials Plan or CMP. 
This new plan is really a combination of several plans which 
were submitted to WPB as a solution to the priorities problem. 
Fundamentally, the purpose of the Controlled Materials Plan is to 
assure a balance between the supply and demand for materials. 
It has been devised to insure the availability of controlled materials 
in the quantity and form and at the time required by approved 
production programs and schedules. 

For example, in the past under the Production Requirements 
Plan when the production baby cried for milk the War Produc- 
tion Board, the Army and Navy Munitions .Board, and other 
Government agencies sent the baby a certificate with which he 
could purchase milk if he could find any storekeeper who had 
milk. Under the Controlled Materials Plan the WPB and the 
Claimant Agencies, which include the Army and Navy, send this 
baby the milk themselves. 

Three basic and critical materials are placed under direct allo- 
cation through CMP: steel, copper, and aluminum, In addition 
to these three metals the plan now embraces sixteen other materials, 
including cadmium, magnesium, mercury, rubber, nickel, tin, etc. 
This does not mean that other matrials will not be governed by 
the plan, but simply that these basic materials, which have proven 
to be a bottleneck, are the starting point. 


Emphasis on Balance 

Whether you and I concur in the methods that WPB used in 
approaching this all-important problem, we certainly must agree 
that bringing the production of raw materials and finished goods 
into balance is the only way that American industry can go forward 
in its all-out war effort. We must realize that we are living in an 
artificial economy of scaricity. Demand is unlimited; supply és 
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limited. We cannot produce all the things we'd like to have be- 
cause there aren’t enough materials to make them. 

Nor should we continue the present race or scramble for ma- 
terial. We can’t afford to have one manufacturer, running 60 per 
cent ahead of schedule on machine guns for combat tanks, get 
all the additional material he needs while another manufacturer, 
making the engines for the same combat tanks, is running 20 per 
cent behind schedule because he can’t get that same material. 
Under CMP it’s just as bad to run ahead of schedule as to fall 
behind. It centralizes control over, and decentralizes distribution 
of, the supply of those materials which are controlled. 

Control of materials is really only one-half of the job undertaken 
by this new plan. The other, and just as important, is the “Control 
of Schedules.” The Requirements Committee cuts and fits the 
demands of the Claimant Agencies to the productive capacities of 
the nation. In other words, this new procedure ties together the 
control of material and the control of schedules through the simple 
procedure of making raw material allotments through the same 
channels that set the production schedules. 


Definitions 

The proper understanding of CMP is not possible without a 
knowledge of the various terms used in this plan. Therefore, the 
following definitions are given: 

1. CoNnTROLLED Matertat—Carbon steel, alloy steel, copper, 
aluminum, and such other materials as may be prescribed 
from time to time. 

. CMP Matertat—The materials on the list attached to 
copies of the plan but not including steel, copper, and 
aluminum. 

ConTROLLED Marteriats Division—The division of the 
War Production Board which is charged with supervision 
over the production and distribution of any controlled ma- 
terial. 

CLaimant AGENcy—War Department, Navy Department, 
Maritime Commission, Aircraft Scheduling Unit (Agent 
for Army Air Forces and the Navy Bureau of Aeronautics), 
Office of Lend-Lease Administration, Board of Economic 
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1943 

be Welfare, Office of Civilian Supply (Agént for WPB Indus- 
try Divisions) .* 

ma- . ReQgurrEMENTS COMMITTEE—The committee of the War 


Production Board under the chairmanship of WPB Vice- 
Chairman; includes the representative of the state depart- 
ment and a representative of each of the Claimant Agencies. 
It passes upon the major divisions of materials for prose- 
cution of the war and for civilian consumption. 

Inpustry Division—The branch, bureau, division or other 
unit of the War Production Board which is charged with 
supervision of production and distribution of the output 
of a particular industry. 

. Prime ConsuMER—Any person who receives an allotment 
of controlled material direct from a Claimant Agency or 
Industry Division. 

. SECONDARY ConsuMER—Any person who receives an allot- 
iment of controlled material from a Prime Consumer or 
another Secondary Consumer. 


BE 


Crass A Propucts—Any product containing any controlled 
material fabricated beyond the form and shape specified on 
the CMP Materials List, except for a Class B product. 

Ciass B Propuctrs—Any product containing any controlled 
material fabricated beyond the form and shape specified on 
the CMP Materials List, which is contained in the Class B 
list of the Controlled Materials Plan in either Group 1 or 


Group 2. 
. DetarLep or Martertats—A list of all component 

parts of the procurement items showing material require- 

ments. 

Summary Brit or Martertats—A list of material require- 

ments for a complete procurement item or a recapitulation 

of a number of detailed bills of materials. . 


*Since compiling the information contained in this article, five Claimant 
Agencies have been added. They are the Office of Defense Transportation, 
the Agricultural Department, the Office of Petroleum Coordinator, the 
Office of the Rubber Director, and the National Housing Administration. 
This indicates that the Controlled Materials Plan will not be static and that 
it will be changed so as to insure control under all conditions. 


579 


ken 

7 

of 

the 

rple 8 

9. 

ta 

the 10. 

er, 

ed 

to II 

nd 

the 12 

ion 

1a- 

nt, 

nt 

3), 

nic 

|_| 


N. A.C. A, Bulletin January 15, 1943 


13. ALLOTMENT—(1I) The amount of controlled material as- 
signed by the Requirements Committee to a Claimant Agency 
for a specified period. (2) An assignment by the Claimant 
Agency to a Prime or Secondary Consumer for the amount 
that a Prime Consumer or Secondary Consumer can receive 
during a specified period for a given program. 
ProcraM—An outline showing the total amount of an item 
or group of items to be produced in a specified time. 

. AUTHORIZED ProcramM—A program that has been approved 
within the limit of its allotment. 

. SCHEDULE—The total amount of a product to be manufac- 
tured or used by an individual consumer in any given period. 

. AUTHORIZED SCHEDULE—A schedule approved by a Claimant 
Agency within the limits of its allotment or a schedule ap- 
proved by a Prime Consumer for a Secondary Consumer 
in the production of items which it purchases in order to 
meet an authorized schedule. 

Class A and Class B Products 


Under the Controlled Materials Plan all manufactured products 
are divided into two main classes, A and B. Class A products are 
any product containing any controlled material fabricated beyond 
the form and shape specified in the CMP Materials List, except 
the Class B product. 

Class B products are divided into Group “1” and Group “2.” 
Group “rt” consists of such items as batteries, bearings, compres- 
sors, conveying equipment, electric motor controls, motor genera- 
tors, industrial pumps, switch gear transformers, etc. 

Group “2” consists of such items as bolts, nuts, screws, rivets, 
and washers, agricultural equipment, contaiuers, fasteners, drills, 
machine tools, etc. The chart below shows how manufacturers of 
each class of products obtain materials. 

How MANvurFActurERS OBTAIN MATERIALS 
Controlled Material Other Materials 


Class A Producer, when a Claimant Agency Certification of Rat- 
Prime Consumer ing on Allotment 
Class A Producer, supplying Class B Producer Certification of Rat- 
Class B User ing on Allotment 
Class A Producer, when a Class A Prime Con- Certification of Rat 
Secondary Consumer to a sumer ing on Allotment 
Class A Prime Consumer 
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Controlled Material ' Other Materials 
oe 5 Producer with Industry Division Rating on Allotment 
le 


Class B Producer without Industry Division PD 25A or similar 
Schedule application form 


Construction 
Class A Producer Industry Division Rating on Allotment 
Class B Producer Industry Division Rating on Allotment 


Operating Supplies 
Class A Producer Industry Division PD 25A or like form 
Class B Producer Industry Division PD 25A or like form 

Any Prime Consumer using controlled material in the pro- 
duction of Class A end-products will to that extent apply for his 
allotment from the Claimant Agency which orders finished prod- 
ucts from him. A Secondary Consumer producing Class A prod- 
ucts applies to and receives his allotment from his Prime Consumer. 

Class B products are handled quite differently from Class A 
because of necessity. Entering into every implement of war 
are hundreds of items such as bolts, screws, nuts, compressors, 
rivets, piston rings, and the like. For a manufacturer of one of 
these items to obtain his controlled material by extending literally 
hundreds of separate allotments would be a terrific job as WPB 
fully realizes. Therefore, CMP specifies that any consumer using 
controlled materials in the production of either group of Class 
B products will obtain his allotment from the appropriate Industry 
Division of the WPB. The Claimant Agency for all Industry 
Divisions is the Office of Civilian Supply which will make requests 
for materials for all such divisions, and thus becomes an integral 
part of the Requirements Committee. It will also be up te OCS 
to make requests for essential civilian goods, but it has definitely 
been stated that simply because OCS is handling this portion of 
the program does not mean that Class A products take precedence 
over and become more important that Class B products. 

If you are a Class B producer it is not necessary for you to sub- 
mit any bill of materials to the Prime Consumer as all allotments 
for controlled materials will be made to you through your In- 
dustry Division, whose duty it will be to grant sufficient material 
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for you to make all of the units required to satisfy allotments 
originating with all Claimant Agencies including Army, Navy, 
Maritime Commission, etc. It is thought that your allotment 
will be granted on an application similar to the one which you 
are now using under the Production Requirements Plan, so it 
has been said that CMP to a Class B consumer is simply a guar- 
anteed PRP. Basically this is correct, but it must be remembered 
that instead of reporting anticipated requirements you may have 
to break these requirements down into a bill of materials for each 
individual product. 

It should also be noted that every Class B consumer is always 
a Prime Consumer because he receives his allotment directly from 
the Industry Branch. Any consumer who receives allotments 
direct from either a Claimant Agency or an Industry Division is 
a Prime Consumer. 

It is not possible here to give more than an example of Class A 
and Class B products. Lists can be secured from any WPB field 
office. These lists are constantly changing so that any of them 
which might be listed here would run the danger of being in- 
correctly classified. It is most important, however, that each 
manufacturer determine promptly whether he is a Class A or 
a Class B producer. It is possible to be both. You cannot operate 
under CMP until you know in which of these two classes your 
product falls. You must know whether your applications for al- 
lotments are to be made to a Claimant Agency, a Prime Consumer, 
or to an Industry Division. 

A Class B producer is always a Prime Consumer. He need 
not furnish bills of materials to any other consumer, but he may 
be called upon for this data by his Industry Division. He must 
include in his bill of material the controlled materials required 
by his Secondary Consumers if they are Class A producers. Let 
us take, for example, a manufacturer of drop forgings furnish- 
ing parts to a compressor manufacturer who is in turn selling 
his product to a combat tank arsenal. The compressor manu- 
facturer must report in his bill of material the steel required by 
the maker of his drop forgings. Exhibits 1 and 2 on pages 583 
and 584 illustrate the procedure as applied to two types of finished 
products. 
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Exursit 1 
How a Jeep Gets To Arrica Unver CMP 


CLAIMANT AGENCY 
A-R-M-Y 


Jeep Manufacturer 
Class “A” Product 
A-1l 


H 
i 
Wheels 


A-2 B-1 A-3 
(A Product) (B Product) (A Product) 


Bolts Carburetor 


in- 
ach 


B-2 A-4 
(B Product) (A Product) 


REE 


Etc. Etc. 


(A-1) requests Bill of Material and Application from 
-2 and A-3. 
Prime Consumer (A-1) lists product of B-1 on his own Bill of Ma- 
terial in dollars or units. He does not request Bill of Material from B-1. 
3. A-2 does not list product of B-2 on his Bill of Material as B-2 belongs 
in Group 2 and all Class B-Group 2 products are not listed by either 
Class A or B Producer. 
aca A-3 requests and receives Bills of Materials and Application 
rom 
A-1 summarizes all Bills of Materials and Applications from A-2, A-3, 
A-4, including his own and forwards to Army. si 
Both B-1 and B-2 make application and furnish Bill of Materials (if 
required) to their own Industry Division; in turn, their allotment comes 
from the Industry Division. Producers merely furnish dollar value 
or units, and lead factor to A Producer. 
Army submits an estimate of all B Products to Requirements Committee 
who in turn, consults with appropriate Industry Division. Industry 
Divisions allot materials to B-1, B-2, to insure delivery of B Products. 
Thus, the Army receives a completed jeep when it needs it. 
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Exurr 2 
Lire History or a COMPRESSOR 


Invustrey Drvision 


Compressor Manufacturer 
Class “B” Product 


Piston 


A-3 
A-Product 


. B-l Application from A-1, (A-1 be required to also fur- 
nish a Bill of Material). 
A-1 requests Application and Bill of Material from A-2 and forwards 
to B-1, with his own. 
B-2 sends Applications (also Bills of Materials if required) to his own 
Industry Division. B-1 reports the products of B-2 and B-3, in dollars 
or units, to his Industry Division. 
B-3 requests Application from A-3 and reports with his own to his 
Industry Division. (Please note that A-3 will receive his allotment 
from B-3 in this case.) 
Now, B-1 summarizes all Applications and/or Bills or Materials, re- 
ceived from A-l, A-2, together with his own and sends to his Industry 
Division. Again note, B-1 who is a Primary Consumer, gets allotment 
for himself and A producers, never another B Producer. A “B” pro- 
ducer always gets his allotment from his own Industry Division. 
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How CMP Works. 

Step 1—The Claimant Agency or Industry Branch originates 
all procedures under CMP. It may request the Prime Consumer to 
submit a bill of materials on any item he may be furnishing, or 
it may estimate this from figures available from PRP applications 
and other reports. This may be either a Class A or a Class B 
product. Until such an agency specifically requests such a bill of 
materials, it need not be furnished. A secondary Consumer always 
receives his request for a bill of materials from his Prime Con- 
sumer. 

Two very important points must immediately be clarified by the 
Claimant Agency in the first step. (A) It must determine the 
“lead time” on all parts and sub-assemblies which go into the item 
which it is purchasing. In other words, it must know the length 
of time that it will take each manufacturer to process the material 
he receives from the mill and make shipment. “Lead time” is the 
time elapsing between the delivery date of material and the com- 
pletion date of the procurement item. (B) It must substitute a 
month-by-month schedule of delivery on any unit for the simple 
delivery date it has used in the past. This schedule must take into 
consideration the “lead time” required by each of the contractors 
contributing to the item. 

Step 2—Prime Consumers assemble bills of materials specifying 
not only what materials are required but when they must be re- 
ceived in order to meet approved production schedules on time. 
Included are the materials needed by the Prime Consumer as well 
as all Secondary Consumers. It should be noted that WPB has re- 
peatedly warned that until authorized requests for bills of materials 
and applications for allotments are sent to Prime Consumers, they 
need not submit bills of materials. Let us assume in this case that 
the Prime Consumer has been asked for a material list and has 
completed his Summary Bill of Materials on the approved form. 
He passes it along with his application for this material to the 
Claimant Agency or the Industry Division. 

Step 3—Each Claimant Agency takes the requirements of all its 
Prime Consumers and figures the total of steel, copper, and alumi- 
num needed to make all of the things which it wants made; then 
passes this total along to the Requirements Committee with a 
request for allotment. 

585 


N.A.C.A. Bulletin January 15, 1943 


Step 4—The Requirements Committee has been advised by each 
of the Controlled Materials Divisions how much material will be 
available for any period. Thus, the committee is able to balance 
the requests of the Claimant Agencies with the available material 
supply. It is going to be inevitable that the claims will exceed the 
supply. The committee must decide what share of the total supply 
of steel, copper, and aluminum is to go to the Army, Navy, and 
Maritime Commission for use in their implements of war; to be 
used in satisfying the essential civilian demand for housing, food, 
transportation, etc.; and also to satisfy the demands of our allies 
and friendly neutrals. Having made these decisions and balanced 
their allotments against the available supply, these revised allot- 
ments are passed back to each of the Claimant Agencies. 

Step 5—It is now up to the agency to balance its individual 
programs with the materials which it has been allotted. It may be 
necessary to make adjustments in the original schedules and pro- 
grams in order to do this. After having adjusted its program, the 
agency has an authorized program and distributes its material 
among its Prime Consumers by means of allotment numbers which 
in each case are accompanied by a priority rating. The allotment 
nunibers are, so to speak, “certified checks” enabling manufacturers 
to get material. The Ordnance Department, for example, schedules 
no more tanks for production than can be made from the steel, 
copper, and aluminum the Army has set aside for tanks. This 
should assure al! Prime Consumers of getting the materials they 
require and, through this medium assure the Army of getting the 
tanks when they need them. It is apparent that CMP will force 
a balancing of the overall program so that the right number of 
tanks are made in relation to, say, ships. It will also force the 
scheduling of each end-product so that exactly the right number 
of machine guns are made in relation to the number of engines 
for each tank. The schedule that is set up on tanks becomes an 
approved schedule when it has been rescheduled within the limit of 
its allotment. 

Step 6—Each Prime Consumer receiving an allotment of con- 
trolled materials shall distribute such allotment to himself and to 
his immediate Secondary Consumers. Secondary Consumers shall 
in turn distribute their respective allotment in the same manner 
to themselves and to their Secondary Consumers until each Second- 
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ary Consumer using controlled material receives his “certified 
check” for the material he requires for his production. 


Allotment Numbers and Preference Ratings 


The allotment number is a coded number—W-1022-321-18— 
with a letter designating the agency; four digits designating the 
program (for the total output of the item) ; three digits designat- 
ing the schedule (for individual producers output) ; and the final 
two digits designating the month in which the allotment applies. 
Months are numbered starting with January, 1942, as 1; June, 
1943, as 18; and January, 1944, as 25; etc. 

In addition to the allotment number a preference rating is simul- 
taneously assigned. This preference rating is used to indicate the 
relative urgency of the purchased parts or products. In placing 
orders for raw materials other than controlled materials, the 
present procedure under preference ratings and other WPB orders 
and regulations will be followed. After June 30, 1943, no prefer-— 
ence ratings will have any effect on deliveries by producers of Con- 
trolled Materials but they will still be effective on other materials. 
After this date all orders for controlled materials must be ac- 
companied by allotment numbers or they cannot be filled. Until 
then orders bearing allotment numbers will take precedence over 
all rated orders but, to the extent that orders bearing allotment 
numbers do not take up the capacity of a controlled material 
producer, other orders may be filled according to preference rat- 
ing and applicable priorities regulations and orders. 

Special Cases 

Maintenance, repair, and operating supplies are not to be re- 
ported on bills of materials. These will be distributed to manu- 
facturers by the Industry Division out of an allotment made by the 
Requirements Committee, through the Office of Civilian Supply, 
for this purpose. Applications for controlled materials for these 
uses will undoubtedly be very similar to the present PRP applica- 
tion. 

Controlled material requirements for construction and new 
facilities will also be handled on special applications and are not 
to be included in regular bills of materials. These allotments, in 
most cases, will be made by the Requirements Committee through 
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the OCS, the exception being made where a new facility will be 
used exclusively by a particular Claimant Agency. In this case, 
that particular Claimant Agency will process the allotment. 
Controlled Material producers are being given definite instruc- 
tions directing the delivery of controlled material to warehouses 
in order to keep them operating, so that such warehouses will be 
able to handle orders of less than mill run size. A warehouse, to 
all intents and purposes, will be considered the same as a controlled 
material producing mill and will make deliveries of materials ac- 
cording to allotment numbers. Although details have not yet 
been worked out, it will be possible for very small users of con- 
trolled materials, such as farmers and the like, to secure these 
materials out of warehouse without an allotment number or a 


priority rating. 


Reports 

One of the aims of the Controlled Materials Plan is to eliminate 
as much red tape as is possible ; which, of course, means the elimina- 
tion of some of the many reports you have been called upon to 
make during recent months. A quarterly report covering inventory 


of controlled materials on the CMP Materials List will be required. 
Even though CMP does not attempt to control inventory, the 
procurement and Claimant Agencies will watch these reports 
very carefully for, with only limited amounts of material to allot 
among their contractors, they will do everything possible to get 
their contractors to transfer excess or unbalanced inventories to 
other possible users. If they cannot prevail upon a contractor 
to make such a transfer, it is possible that they may cut allot- 
ments to this contractor so that he will be forced to use up the 
excessive inventory he may have on hand. 

Under the Controlled Materials Plan acceptance of orders is 
based on one’s ability to produce in accordance with authorized 
program schedules rather than on the priority rating carried by 
an order. It will, of course, still be necessary to accept priority 
orders ; but, if it is impossible for a manufacturer to make delivery 
within the specified period, he cannot accept the order. In the 
case of a Controlled Materials producer, his inability to accept 
an order due to a full schedule must be reported to the Controlled 
Materials Division. For example, a steel helmet manufacturer 
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places his order with a mill for delivery in the months of April, 
May, and June. However, the mill schedule for those three 
months is completely taken up with orders previously received 
and they cannot make delivery. In this case, a report must be 
made through the Controlled Materials Division in Washington 
which will aid the steel helmet manufacturer in placing his order 
for steel with another mill so that he can get delivery on time. 


The Time Table 


November and December, 1942— 
Claimant Agencies complete the collection of bills of material 
and estimate requirements, pursuant to instructions from Re- 
quirements Committee. 

January 1, 1943— 
Claimants submit requirements to Controlled Materials 
Branches, with a copy to Requirements Committee, showing 
controlled materials required, by months, broken down as be- 
tween (a) production, (b) construction and facilities, and (c) 
maintenance, repair and operating supplies. 

January 1 to January 15, 1943— 
Controlled Materials Branches and Office of the Vice-Chair- 
man analyze requirements submitted by Claimant Agencies 
and make preliminary reconciliation to the extent possible 
between requirements and supply. 

December, 1942, and January, 1943— 
Claimant Agencies and Prime Consumers proceed to develop 
information necessary in making final allotments, in order to 
be in readiness for distribution of allotments when made by 
Requirements Committee. 

February 1, 1943— 

Requirements Committee makes allotment of controlled materials 

to Claimant Agencies for Second Quarter of 1943. - 

F ebruary, 1943— 
Claimant Agencies distribute allotments to prime consumers. 


February and early March, 1943— 


Prime consumers divide up allotments authorized by Claimant 
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Agencies between secondary consumers, and consumers place 
authorized orders with suppliers. 


March, 1943, and thereafter— 
Controlled Materials Branches watch placement of orders on 
mills and mills’ shipments and render assistance in placing 
orders for consumers of controlled materials who are unable 
to obtain mill acceptance of authorized orders. 


July 1, 1943— 
Alternative plans and procedures with reference to controlled 
materials are abolished and thereafter controlled materials 
are obtainable only under the Plan. 


The Transition Period 


Although there will be some allotment numbers issued for the 
second quarter of 1943, the WPB executives know that it will be 
impossible to distribute all controlled ‘materials under this new 
plan in this quarter. Therefore, firms will be permitted to repeat 


the material purchases authorized under PRP for the first quarter. 
Should firms receive CMP allotments, it will be necessary for them 
to cut their PRP authorizations by the same amount as these al- 
lotments. Should their second quarter requirements differ radi- 
cally from their first quarter requirements, it will be necessary for 
them to file interim reports on form PD-25F. It is possible that 
this same procedure may carry over into the third quarter even 
though it is the aim of the WPB to have the Controlled Materials 
Plan in full operation on July 1. 

It would seem that the entire success of our war industries to 
secure and produce the materials which are needed on all fronts, as 
well as the material which is needed for essential civilian products, 
depends upon the efficient, honest and correct operation of this new 
plan. The plan itself must be fluid just as our war effort must 
be fluid, and changes will undoubtedly have to be made from time 
to time in order to cope with special conditions. Basically, the 
plan appears sound and the interest already shown by American 
industry is a pretty good indication that they are going to make 
it work. 
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A MANUAL PAYROLL SYSTEM FOR PRESENT- 
DAY NEEDS 


By Frank D. Burk, Auditor, 
Baker-Lockwood Mfg. Co., Inc., North Kansas City, Mo. 


DAY’S need for more and more war production with the 
resulting rapid expansion in many plants has presented pay- 
roll departments with the difficult problem of meeting present-day 
needs with pre-war facilities and under agreements that antedate 
the changed conditions. 

This is the case in our plant. Prior to Pearl Harbor we worked 
one shift of eight hours. With our work-week ending on Wednes- 
day evening, we made up the payroll on Thursday and distributed 
the checks on Friday so that employees might have their wages 
on Saturday. This arrangement having proven satisfactory, it 
was only natural that the same provisions regarding the work- 
week and pay-day should be agreed upon when a new labor agree- 
ment was negotiated. 


The Problem 


Suddenly great demands were made on our productive facilities, 
resulting in our changing first to a 16-hour day, and later to a 24- 
hour day. Even then it became necessary for us to subcontract 
more work that we were able to produce in our own plant. 

With the tripling of our work force, the end of the work-week 
was shifted from Wednesday evening to Thursday morning. An 
intricate arrangement of seven shifts was worked out, each shift 
being off one day a week with rotating periods of work. This re- 
sulted in a request from those with Friday off that they be paid 
on Thursday afternoon. With the last shift completing its work- 
week on Thursday morning and the distribution of checks starting 
on Thursday afternoon, it took carefully planned and executed 
teamwork in the payroll department to meet the situation. 

We first considered the use of mechanical equipment, which 
had as a major advantage (and a real advantage, under different 
circumstances), the preparation at one time of three records: 
the payroll check, the payroll sheet and the employee’s earning rec- 
ord. However, we discarded this method because the work con- 
verged into a bottleneck where it cleared through the machine 
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operator ; our requirements were for line production, with the work 
progressing step by step through the department. We felt that 
we could not force all of the work through a machine in the time 
available. 


Time Tickets 

We finally designed our own manual system involving three 
basic records. First, daily time tickets were designed. Exhibit 1 
shows the daily time ticket for Friday, the second day in the 
work-week. You will note the section at the upper right-hand 
corner of the ticket which is clipped from all tickets for Friday. 
Exhibit 2 shows how the daily time tickets for a worker are as- 
sembled at the end of each week. By cutting from the summary 
sections of all tickets except the first (Thursday) the space above 
the line on which the day’s hours and earnings are entered, it is 
possible to show hours and earnings for each day of the week for 
easy summarization. After checking the summary for accuracy 
and agreement with the clock card, the totals are transcribed by 
hand to payroll sheets prepared in advance, which already show 
clock numbers, names, rates, and fixed deductions. Payroll checks 
are also prepared in advance on an addressing machine and show 
clock numbers, names and the date of the close of the work. 

Federal Old Age Benefit tax and bond deductions are calculated 
and entered on the payroll at the same time the time-ticket sum- 
mary is entered. As each page of the payroll is cross-footed, 
totaled, and balanced, the checks are completed, checked against the 
payroll, signed, and stuffed in envelopes preparatory to distribu- 
tion. 


Checks and Earnings Record 

The check shown as Exhibit 3 was designed with two stubs. 
Each stub is numbered the same as the check. The first stub 
above the check is carbonized on its back, and the second stub 
(which is printed on the back) folds back so that both stubs are 
filled out at the same time. The duplicate stub is retained by the 
company; the original remains attached to the check and is de 
tached by the employee before cashing his check. 

Next we designed the cardboard form shown as Exhibit 4 to 
serve as an employee’s earning record for each 13-week period. 
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The duplicate check stubs are pasted on these cards each week, 
working from the bottom up. Thus the cards provide full in- 
formation on each employee for the current quarter and the year 
to date without posting. Social Security tax returns can be pre- 
pared directly from these forms and beginning with the new year 
the data on Victory Tax withholdings for each employee will be 
readily available from this form. 

You will also note that we have carried this form one step 
further—by providing auxiliary colums at the right, we were able 
to accumulate weekly the employee deductions for the purchase 
of war savings bonds without setting up a separately posted rec- 
ord for each employee. 

This procedure has not been offered with the idea that it pro- 
vides a solution to the payroll problem, but with the thought that 
a description of how we met a difficult situation may help others 
in modifying their own plans. 
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